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FOREWORD

A Recruiting Long-Range Plan Study Group was convened by the Comnmr “nder, Navy Recruit-
ing Command at the request of the Chief of Naval Personnel. The group had its initial session in
January 1989. The group tasked the Navy Personnel Research and Development Center to conduct
a survey of all production recruiters.

This report contains the analyses of free response data obtained in the Navy Recruiter Survey.
This report is fourth in a series. It is provided as a companioi to Navv Recruiter Survey: Manage-
ment Overview (NPRDC-TR-89-16), Navy Recruiter Survey: Responses by Navy Recruiting Area
(NPRDC-TN-89-22), and Navy Recruiter Survey: Interview Phase (NPRDC-TN-89-16).

Research described in this report was performed under program element 0603720N, work unit
R1772, spensored by the Navy Recruiting Command.

Any questions about this technical note can be directed to Emanuel P. Somer, Head, Evaluation
and Survey Research Division, 619-553-9248 or AUTOVON 553-9248.

JULES I. BORACK
Director, Personnel Systems Department
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SUMMARY

This report presents the compreheasive results from the content analysis of the Navy Recruiter
Survey. The survey was conducted by the Navy Personnel Research and Development Center in
February 1989, at the direction of the Recruiting Long-Range Plan Study Group. The survey was
administered to all production Navy recruiters. Of the available 3,498 production recruiters, 3,315

(948%)mspondedtothesmvey Smtypamt(l%ofmemevumplempondedmﬂ:eﬁu
response section. Out of that group, 1,935 were utilized in the content analysis.

The results are discussed under the following subjects: sample characteristics, working hours,
quality of work life (QWL.), goals, family conflict, motivational techniques, supervision, stress,
duty requirements, monthly quotas, and training. Key positive and negative findings and recruiter
recommendations are as follows:

Positive Findings

Recruiters wrote positive comments about the challenge of recruiting and providing
the Navy with qualified sailors.

Recruiters considered themselves to be successful and hard working, regardlecs of
production numbers.

Negative Findings

Goaling procedures are flawed, and monthly quotas for different types of recruits
place extreme pressure on the recruiter.

Recruiters are working long hours to obtain goal, which has an adverse effect on
mental and physical health as well as family life.

Threats and punishment are used by supervisors to motivate recruiters to make goal.
Recruiters perceive recruiting duty as potentially damaging to their careers.

Station assignment contributes to a poor quality of life for some recruiters.
Assignment to a rural, collegiate, or non-military location can cause financial strain
and the inability to effectively compete in the Freeman Plan.

Recruiter Recommendations

Recruiters recommend a number of chaniw to improve QWL.. Recommendations concerned
selection and assignment, advertising and incentives, supervision, goaling and eligibility
requirements, finances, support issues, rewards, and training.

Recruiter selection and assignment are problem areas. Many recruiters thought that
recruiting duty should be on a volunteer basis only.




Recruiter training should be enhanced. Recruiters should be presented with & realistic
preview of recruiting and prepared to cope with rejection and failure. Training out in
the field should also be expanded and improved.

Selection methods and screening should identify those who are best suited for the duty
of recruiting and not rely on fleet performance ratings onty.

Quality of advertising should be improved and the amount of advertising increased to
attract recruits. More funds should be allocated to advertising.

Supervisors should kave at least the same amount of recrmtmg experience as their
subordinates. Structured, continuous supervisor training is needed. Recruiters
perceive a lack of leadership in the field.

The market of available recruits is incorrectly identified and goaling should be
tailored to the particular Navy Recruiting District.

Teamwork should be emphasized in recruiting as it is in the fleet.

Recruiters suggested that recruiting dauty should be counted as sea duty und
compensation should parallel ses pay.

Government housing should be provided in isolated areas. Variahiz Housing
Allowance (VHA) is perceived as inadequate in some areas. VHA shoulc take into
consideration geographic location and cost of civilian housing.

Affordable, comprehensive medical coverage is needed for the recruiier and
dependents.

Special duty assignment and out-of-pocket compensation policies should be revised.

Recruiters feel they should be granted leave, regardless of yoal, and should not havé
to work holidays.

Paperwork and documentation should be reduced or automated. Administrative
support personnel are needed to perform clerical tasks and obtain recruit records.

Stress management techniques should be integrsted into initial snd on-the-job
recruiter training.

Monetary incentives and leave are perceived as being more beneficial than the
rewards designated in the Freeman Plan.

Recruiter training should focus on developing sales skills. Refresher courses are
needed in the field on a continuing basis,
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INTRODUCTION
Problem

Navy recruiting is becoming increasingly difficult and stressful for a variety of reasons, rang-
ing from depressed market conditions to tightly constrained fiscal and personnel resources.
Projections show a shrinking labor pool from now through the middle of the decade.

The decline in available labor intensifies .competition between the Navy and the other
Services. Given the availability of recruit-age males, from which must be subtracted the great
numbers who cannot meet enlistment standards; Navy recruiting is faced ‘with three unpalatable
alternatives: (1) accept lower-quality applicants, (2) pay the additional costs of competing for the
high-quality applicants, or {3) fail in its mission to recruit the numbers required.

Exacerbating the difficulties that stem from adverse market conditions is the low level of
resources dedicated to Navy recruiting. There are signs that there are too few recruiters, not enough
equipment, and, in general, a lack of resources o do the job.

It is important to note: By dint of great effort, the Navy recruiting force has been able to
achieve its goals relative to both the quantity of accessions and quality of recruits. In fact, the Navy
enjoys a lower per-accession cost than the other Services.

However, it is the recruiters’ perception that those results have been attained at great personal
and professional cost to the recruiters. Indications are that the quality of work life (QWL) for
recruiters is low when judged against several indicators.

The Navy Personnel Research and Development Center (NAVPERSRANDCEN) is
developing a comprehensive recruiting research product line to support the Navy Recruiting
Command (NAVCRUITCOM) mission. Several efforts are underway that focus on short-term
“quick fixes” as weli as those that require substantive, long-term changes. Studies are in progress
to map out recruiting strategies for the 1990s. A recruiting Long-Range Plan Study Group was
convened by the Commander, Navy Recruiting Command (COMNAVCRUITCOM) at the request
of the Chief of Naval Personnel. One of the tasks assigned to NAVPERSRANDCEN was to
conduct a survey of field recruiters, in part to gather information from the recruiters themselves
about their working conditions, problems, and suggestions for improvement.

What resulted was a census of all production recruiters in the United States. Major phases of
the projectincluded (1) field interviews, (2) questionnaire development, (3) survey distribution, (4)
data analysis of responses to the objective portions of the survey, and (5) content analysis of free
response data.

NAVPERSRANDCEN rescarchers traveled to 29 recruiting stations and 11 Navy Recruiting
District (NRD) Headquarters. They interviewed 150 recruiters, as well as zone supervisors in the
field, commanding officers, executive officers, enlisted programs officers, and chief recruiters at
tie Headquarters. For details, see Navy Recruiter Survey: Interview Phase (Robertson, 1989).




Interview data plus information obtained through consultations with cognizant recruiting
managers were used to develop questionnaire itemns. After pilot testing and refinement, the survey
was sent to each NRD for distribution to the production recruiters. Questionnaires were returned
by mail to NAVPERSRANDCEN. A copy of the Recruiter Survey is contained within Appendix
A.

The objective or quantitative portion of the survey was divided into-three sections: (1)
Recruiting Life, (2) Suggested Changes, and (3) Job and Personal Information. The survey also
provided an opportunity for free response or qualitative comments concemning anything related to
recruiting duty and quality of life.

Few surveys have received as enthusiastic 2 response-from their target audience as the
Recruiter Survey. Of 3,498 production recruiters on board at the end of February 1989, 3,315
(94.8%) responded. Results of the analyses of responses to the objective portion of the survey may
be found in Navy Recruiter Survey: Management Overview (Baker, Somer, & Murphy, 1989) and
Navy Recruiter Survey: Responses by Navy Recruiting Area (Blankenship, Murphy, Somer, &
Baker, 1989).

Also, 60.2 percent (n = 1,996) of the respondents provided written comments. Although the
questionnaire was designed to protect arionymity, many recruiters provided their names, phone
numbers, and, in some cases, their business cards. Ninety-seven-percent (n = 1,935) of the
comments were utilized.

Purpose

This fourth in a series of reports presents the findings of the qualitative, or free response,
portion of the 1989 Navy Recruiter Survey. These findings were also compared with those
obtained through analyses of the quantitative portions of this survey presented within the
Management Overview.

APPROACH

The goal of the content analysis was to organize and present an objective, comprehensive
overview of the recruiters’ written comments about the QWL and experiences surrounding
recruiting duty. Recruiters were given the opportunity to respond freely, without any restrictions
as to subject area or content. The written comments received included suggestions and respenses
to items presented in the survey, as well as emotion-laden personal concerns.

Category Development

In developing categories for the analysis, a cross-section of 200 surveys representative of the
Navy Recruiting Areas (NRAs) was read by two observers totally unfamiliar with parts 1, 2, and 3
of the Recruiter Survey. They developed a tentative free response taxonomy based on the informal
review of the responses.




Response Coding

The taxonomy was used to analyze 100 randomly selected surveys. The authors read each free
response form, coding and categorizing each response on a data recording sheet. The comments
were categorized according to content and coded as either negative or positive. Based on this effort
and collaboration with the personnel responsible for the development of the Navy Recruiter
Survey, the taxoniomy was refined by clarifying category definitions and collapsing five of the
most similar categories. Marker terms indicating category content and a coding scheme were
identified using the same methodology. The resulting content categories, marker terms, and coding
scheme are described in Appendix B.

Data Analysis

The primary methodology used for data analysis involved frequencies and contingency
tables. All analyses were performed on an IBM 4341 mainframe computer, using the 1988 SPSSX
batch mode software.

Additional Information

For the purposes of data analysis, comments were coded into objective categories, a process
which inherently loses the emotional content. In order to convey this emotion, quotations
representative of content areas are incorporated into the results section.

Commernts containing specific suggestions regarding QWL and recruiting duty not
adequately categorized were recorded and arranged according to content area. These suggestions
have aiso been integrated into the results section.

To promote clarity and aid in reader comprehension, a complete list of acronyms and their
meanings is contained in Appendix C.

SAMPLE DISTRIBUTION
Response Rate

Of the 3,498 production recruiters on board as of February 1989, 3,315 (94.8%) responded to
the survey. Of the 1,996 surveys containing written comments, 97 percent (n = 1,935) were utilized
in the content analysis. Figure 1 shows that 58.4 percent of the total survey sample provided usable
comments.




1935

Sample Used in Coatent Analysis -
1935

Figure 1. Responserate of recruiters who offered written comments on the Navy
Recruiter Survey forms.

Response Rate by Navy Recruiting Area (NRA)
There are 6 NRAs and 41 NRDs within NAVCRUITCOM. The geographic boundaries of the

six NKAs are shown in Figure 2.

Figure 2, NRA boundary map.
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The response rate by NRA is listed in Figure 3. Of the 1,935 surveys available for content
analysis, 33 (.02%) could not be identified by NRA and are not included in any area analysis.

total number of complete surveys received per area is also given.

' Survey Sample Size

Figure 3. Response rate by NRA.
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of positive and negative comments received by area is presented in Figure 4.
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Sample Disiribution by Pay Grade

The majority of respondents were E-6s (52.1%). A breakdown of the respondents by pay

grade is presented in Table 1.
Table1
Sample Distribution by Pay Grade

Pay Grade Frequency Percentage
E-4 1 1
E-5 447 23.1
E-6 1,009 52.1
E-7 374 16.3
E-8 74 3.8
E-9 5 3
Missing Cases 25 1.3

Total 1933 1000

Sample Listribution by Length of Service

Most of the respondeats (80.6%) have been in the Navy for more than 4 years, but less than
16 years. Figure 5 depicts the respondents by length of service.

L

Percentage of Sample

30 271% _ 287%

20

15

10

<t >4 >$ >12 >16 520 Missing
a a2 <15 < Cases

Figure 5. Sample distribution by length of service.




Sample Distribution by Length of Recruiting Duty

Respondents were grouped according to.the number of months they served as recruiters (see
Figure 6). Almost half had served as recruiters at least 2 years.

Percentage of Sample
as B P!

30.1%

30

20 192%

165%

13

10

1% 1%
0 L __ s ] . - -
<1 >6 >12 >24 <6 Missing

<12 <36

<%
Mouth as Recruiter
Figure 6. Sample distribution by lengti of duty.

Sample Distribution by Career Plan

The majority of the respondents plan to remain in the Navy following their current recruiting
tour (61.5%). Twenty-three percent are undecided as to their career plans (see Figure 7).

Remain in Navy (61.5%)

Retirement (4.2%)

Laave Navy (10.3%)

Undecided (23.1%)

Figure 7. Sample distribution by career plan.
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Sample Distribution by Marital Status

Most of the recruiters in the survey are married (78.9%). Divorced or separated recruiters
constitute 13 percent of the sample. Recruiter marital status is presented-in Figure 8.

Figure 8. Sample distribution by marital status.

ANALYSIS OF FREE RESPONSE CATEGORIES

A listing of the categories and their abbreviations is presented in Table 2 (see Appendix B for
a description of the marker terms and coding scheme). A table listing the frequencies of all positive
and negative comments is contained in Appendix D,




Table 2

Categories and Their Abbreviations

Category

Abbreviation
STRESS
STRESCOM global comments about psychological stress
PHYSIC physiological stress
CONFLICT family conflict
SUICIDE suicidal themes
HOURS
HOURCOMM global comments about work hours
HOURCON family conflict
BUSHOURS personal business
EXAMPREP advancement exam preparation
FITNESS physical fitness
INVOLVE community involvement
HOLIDAY work holidays
LEAVE leave granted
DRIVING windshield time
GOALS
GOALCOMM global comments about goal attainment
TEAMWORK teamwork )
MNTHGOAL monthly requirements for different types of recruits
FINANCES
FINANCES global comments about finances
VHA variable housing allowance
CHAMPUS civilian health and medical program of the uniformed
services
OPE out-of-pocket expenses
SDACOM special duty assignment compensation

QUALITY OF WORK LIFE
QWLCOMM

global comments about the quality of work life




Table 2 (Continued)

INCENTIVES FOR RECRUITS
INCENTYVS

SURVEY ATITTUDE
SURVYCOM

Abbreviation Category
FREEMAN PLAN
FREEMAN global comments about the Freeman Plan
TRACKING tracking analysis sysiem
PAPERWORK paperwork
LOCATION recruiter station locale
EVALUATION evaluation system
REWARDS reward system
TRANSFER Freeman transfer
ATTRITES points lost for attrition
EXTENSION extensions of tours
SUPERVISION
SUPRCOMM global comments-about supervision
SUPTRAIN training of supervisors
HAMMER presence of “hammer management”
(use of intimidation, threat, and punishment by
SUpervisors)
MARKET famailiarity with the market and field
RECOGNTN worker recognition
ADVERTISING .
ADVERCOM global comments about advertising
EXPERIENCE
DUTY global comments about the challenge and experience of
recruiting
SELFEVAL scif-evaluation of performance
ATTITUDE attitude toward Navy
CAREER perceived career impact

global comments about recruit incentives

global comments about recruiter survey
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Table 2 (Continued)

Abbreviation Category

FACILITIES

EQUIP global comments about facilities/equipment
LOCALE office location
FUNDING availability/quality of funding
UNIFORMS uniforms
SUPPORT support personnel

TOUR

TOURCOMM global comments about recruiting tour
LENGTH length
SHOREDTY shore duty classification
RECOMEND recommendation to others
SEPARTON separation from fleet and speciality
PERSUP personal support availability

RECRUITER SELECTION
SELECT

TRAIN
SCREEN
STATION
SOCMXRAT
SELECTON

ENLISTMENT REQUIREMENTS
ENLSTCOM '
NODRAFT

global comments about recruiter selection
ENRQ and recruiter training

recruiter screening procedures

station assignment

sociological mix ratio

voluntary tour

global comments about enlistment requirements
absence of draft

11




Positive Comments

Recruiters provided a total of 7,472 comments, Of these, 92 percent (6,867) were negative; 8
percent (605) were positive. However, many of the negative comments involved constructive
criticism and suggestions for.improving quality of life and effectiveness of recruiters. Most
positive comments (82.8%]) involved five categories: challenge of the recruiting duty (DUTY),
28.1%; seclf-evaluation of performance (SELFEVAL), 23.6%; attitude towards the Navy
(ATTITUDE), 12.9%; global comments about the recruiter survey (SURVYCOM), 9.9%; and
comments concerning volunteering for recruiter duty (SELECTON), 8.3% (Figure 9).

25 Percentage of Sample

28.1%

15

10

Daty Self-evalustion Attitude Toward  Beliefin Volum&y Other
Navy Survey Recruiter
Category Title

Figure 9. Positive commerits by category.

Recruiters had positive things to say about the task of recruiting. They enjoyed the challenge
and felt good about providing the fleet with qualified sailors. Recruiters considered themselves to
be successful and hard-working, even if production did not always reflect their effort. Recruiters
believe in the Navy and plan to remain in the Navy despite a discouraging recruiting tour.
Recruiters expressed belief in the survey and hoped that the survey would identify and remedy
problem areas in recruiting.

“I love the experience of recruiting. I have learned how to present

myself better and how to communicate effectively. I would have
never learned these skills in the fleet.”

12




“Just so you know, this [survey] is coming from a successful
recruiter, even if my evaluations do not show it. I am not a quitter,
and I work hard at recruiting.”

“I love the Navy, and would never leave her.”

“I would like to thank Admiral McKinney for this opportunity to
express myself. I only hope that this survey helps, and things will be
better for recruiters in the future.”

“Recruiting duty-was my first assignment choice, I wanted to be a
recruiter.”

Negative Comments by Category

There was also agreement among recruiters as to the negative aspects of recruiting. Much of
the information obtained mirrors the major findings of the Management Overview (Baker et al,,
1989). Table 3 below lists the top 10 negative categories, which represent 48 percent of all negative
comments received. A table displaying the frequencies of all negative comments is provided in

Appendix D.
Table 3
Ten Most Common Dissatisfiers
Percent of
Total Negative
Comment Category Frequency Comments (n = 6,867)
Working hours (HOURCOMM) 463 6.7
Quality of work life (QWLCOMM) 454 6.6
Goal attainment (GOALCOMM) 387 5.6
Family conflicts (HOURCON) 351 5.1
Threat and punishment (HAMMER) 344 5.0
Supervision (SUPRCOMM) 329 4.8
Stress (STRESCOM) 316 4.6
Duty of recruiting (DUTY) 251 3.7
N . Monthly requirements (MNTHGOAL) 215 3.1
g . Recruiter training (TRAIN) 183 2.7
' Totals . 3253 479

13




Table 4 presents the percentage of negative responses for overall or global categories.
Subcategories were collapsed within-their overall category. For example, the overail “STRESS”
.category included global comments relating to psychological stress (STRESCOM), comments
relating to physiological stress (PHYSIO), family conflict due to stress (CONFLICT), and suicidal
themes (SUICIDE).

Table 4
Frequency of Negative Responses
Global Category Responses Percent of Total
Hours 1,159 16.9
Supervision 930 13.5
Goals 723 10.5
Freeman plan 678 10.0
Experience 559 8.1
Recruiter selection 530 7.7
Stress 499 7.2
Quality of work life 454 6.6
Tour 341 49
Facilities 305 44
Finances 278 4.0
Eniistment requirements 143 22
Advertising 110 1.6
Incentives for recruits 91 1.3
Survey aititude 67 1.0

Totals . 6,367 99.9

Top Ten Dissatisfiers by NRA

The distributions of negative comments by each NRA were also analyzed. This analysis may
provide some insight into NAVCRUITCOM if certain areas have unusually high response rates in
some category(ies). As mentioned earlier, the sample size ranged from 193 (Area 1) to 368 (Area
7). The top 10 dissatisfiers and the response rate from each area are presented in Figures 10 through
19. Appendix D contains a complete list of acronyms and their meanings to aid in comprehension
of illustrative comments.

Working Hours
With respect to the working hours, the negative response rate was about the same across ail
NRAs, ranging from 21.2 percent (Area 1) to 29.1 percent (Area 4) (Figure 10). There is

agreement among recruiters from all areas in the continenta! United States that the working hours
.are-a major source of discontent.

14




“Working hours on board ship are a lot more predictable than in
recruiting duty because it is hard to plan your persona! scheduie
around your applicant’s schedule.”

“For the past six years on recruiting duty, I have always wondered
why Navy recruiters, who are far better prepared for their job, work
many more hours than other Service recruiters.”

“As for working hours, you might as well take that posted working
hours sign in the front window and throw it in the garbage unless
your station is having a booming month.”

Percentage of Area Sample

30 221%

Ara Ama3 CAmad Ams T AmT Ams
Negative Comments: Hours
Figure 10. Dissatisfaction with workirig hours by NRA.
Quality of Work Life

Area 1 had the highest proportion of complaints that dealt with QWL, with 35.2 percent
responding (Figure 11). Recruiters often mentioned that quality of lifc was dependent upon goal
attainment; if personal, district, and area goals were attained, quality of life was substantially
improved.

“I have been assigned to recruiting for over one year, and have not
relaxed or had any kind of quality of life.”

“Quality of life? There is none, I am a recruiter.”

15




“Quality of life for each recruiter is directly proportional to goal
attainment. If a recruiter is putting people in the Navy, he/she has a
better quality of life.”

Ares ] Ama3 Area d Ares S Area7 Ares 8

Negative Comments: QWL
Figure 11. Dissatisfaction with QWL by NRA.

Goal Attainment

Negative global remarks regarding recruiting goals were mentioned about as often by
recruiting area (14% to 20.3%) except Area 1, which was substantially less (8.4%) (Figure 12).
The constant, intense pressure to make goal supercedes recruiter well-being and quality of
applicants.

"1 feel they are never satisfied with the job. Just once it would be
nicc to hear ‘Hey, five new contracts, good job, go home early’
instead of ‘where is number six?’.”

“Goal is all shat masers. I feel great when everything falls into

Place and goal is achieved. When things aren’t going well, I feel
ashared, embarrassed and unworthy.”
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“Sometimes hard bodies are more imporiant than providing the
Navy with good, productive sailors.”

25 Percentage of Area Sample
20.1%
2 182%
15 ( B 14%
10 4% e A. .
s : .
0 , .4
Area Area3 Aned Area s Area 8

Negstive Comments: Gosls
Figure 12. Dissatisfaction with goal attainment by NRA.
Family Conflicts Attributed to Long Working Hours

Family conflict due to working hours was most often mentioned by Area 4 recruiters, with
24.1 percent of the sample responding (Figure 13). Recruiters complained that working long hours
prevents them from participating in family events and seeing their spouses and children. Many of
the recruiters claimed that they spent more time with their families while on sea duty.

“My wife was put in the hospital for surgery. We thought that being
on shore duty, I could at least be there so comfort her.”

“At least I get to go home every day. However, I don’t get the
opportunity to see:my children for days on end.”

“There are several functions that I should attend at night that deal
with my job and being a successful recruiter, but since my wife does
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not care to participate, I do not go. My job already cuts into ‘our
time’; she should not have to deal with this.”

Percentage of Area Sample

Areal Ara 3 Ares 4 Azea$ Area7 Ares 8

Negative Comments: Hours/Family Conflict
Figure 13, Family conflict attributed to long work hours by NRA.
Threat and Punishment by Supervisors

“Hammer management,” or the use of threat, punishment, intimidation, and fear to motivate
production recruiters, was mentioned most often by recruiters in Area 1 (31.1%) and Area 4 (25%)
(Figure 14). The following quotes are representative of recruiter sentiment.

“If you make goa!, they still pressure you for more; and if you still
don’t have enough activity after meeting goal, you get threats, My
zone supervisor always threatens dereliction of duty. The only thing
I've heard in the last three months are threats. Never a job iell
done, except those who are well up on their geal. Never any good
words.”

“We are expected to enthusiastically approach our job with a smile.
We may have just received a career threatening phone call though.
We may have just been told that we are going on report for lack of
this or that. How do you talk to that applicanrt sitting across from
you in those instances?”
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Figure 14. “Hammer management” by NRA.
Supervision

Negative remarks regarding supervision were mentioned most often in Area 1, with 28
percent of recruiters responding (Fizure 15). Many of the production recruiter complaints
concerned the Career Recruiting Force (CRF) community and lack of leadership in the command.

“Even when you make gogl, the command seems to take the feeling
of accomplishment away.”

“I ersonally feel that more time should be spent on leadership and
management rather than micro-management (‘"How many phone
attempts have you made today?' ), especially after making goal for
the month.”

. “I sincerely feel that if Career Recruiting Force personnel are not
. - manraged more effectively and if they continue to get away with
Javoritism towards one person and not another, then
NAVCRUITCOM wilt continue to fail.”
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“The Career Recruiting Force community is made up primarily of
free-loaders; those individuals who couldn’t make chief in their
own rating before conversion to CRF.,”

Percentage of Ares Sample

Areal Area3d Area d Area s Area7 Ara
Negative Comments: Supervision

Figure 15, Dissatisfaction with supervision by NRA.

Stress

Global negative comments regarding stress were most prevalent in Area 3 (Figure 16). Stress
in recruiting was linked to manjy-things:-(1) pressure to make goal, (2) hours, (3) demands from
management, and (4) failing family relationships. Recruiters expressed the opinion that
NAVCRUITCOM did not care about the well-being of the recraiter, and that stress management
techniques should be taught.

“Stress is a major prabiem-in the field and all too often when a
problem is recognized it is too late for the individual.”

“I hate what is happening to me. Depression and anxiety have

become & part of my daily life. Constant rejection is-no stranger
either.”
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“This job has changed my life immensely. I am a single parent and
recruiting has definitely taken its toll on me and my 3-year-old
child. I am now seeing a "shrink’ to help me deal with ali of vhis, but
it is not helping.” "

“Stress management should be incorporated at the district level and -
at the Enlisted Navy Recruiting Orientation school {(ENRO).”

Percentage of Area Ssmple
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Negative Comments: Stress

Figure 16. Comments on stress by NRA.
Challenge and Experience of Recruiting Duty

Nearly half of the negative remarks concerning recruiting duty per.se came from Areas 3 and
4 (Figure 17). Recruiters expressed the opinion that they did not like their jobs and felt that it is
sometimes necessary to “cheat” and“lie” to get people-into the Navy. Recruiters disillusioned by
their tours believe that recruiting duty develops low morale and leads to difficulty in effectively
“selling” the Navy to prospective applicants.

“I would never consider a second tour, and since I have been
relatively successful at recruiting, my biggest fear is that I will be
reassigned to a second tour when I come up for shore duty again. 1
look at my life since I came 1o recruiting, and I realize that I.do not
really have one.”

“Recruiting duty is no fun, and if given a choice between this and
any other type of shore duty, I would move on.”
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“Recruiting is a necessary job and very important to the fleet, so
why not take care of the people doing it? Helping some of these
applicants can be very rewarding, but I can’t seli the Navy anymore
if I don’t believe in it myself.”

“Potential recruits are blatantly lied to about where they will be
assigned.”

Percentage of Area Sample
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Negative Comments: Duty of Recruiting

Figure 17, Dissatisfaction with recruiter duty by NRA.
Monthly Requirements for Recruiting

Negative comments about monthly quotas for different types of recruits were mentioned by
varying proportions of recruiters ranging from 5.2% in Area 1 to 15.3% in Area 3 (Figure 18).
Recruiters feel that they cannot keep up with the goaling demands that are constantly changing.
Negative comments also stemmed from the Standardized Territory Evaluation and Analysis for
Management (STEAM).

“I feel that if we werc allowed to put in anyone that was qualified,
and at any time we could locate them, the Navy would be on a more
competitive basis with the other Services.”

“STEAM incorrectly identifies the available market, it does not take
into consideration the unemployment rate, college attendance
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rates, or cultural influence present ir. the area. Many-of today's
youngsters are not pairiotic and see the military as a last resort.”

“I have observed that the perception of parents and/or applicants in
my area is that the military is an alternative to finding a job, getting
an education or working for a living. I have heard ‘the éasy way to
80’ more than once. I believe it is a consensus in this community
that the Armed Services are for high school drop-outs, criminals,
welfare cases, and lazies who cannot afford college.”

Percentage of Ara Sample:

18
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Negative Con:ments: Moathly Requirements
Figure 18. Dissatisfaction with monthly requirements for recruiting by NRA.
Recruiter Training

Percent of recruiters offering negative comments regarding recruiter training and the ENRO
were about the same across the recruiting area (Figure 19). Recruiters felt that ENRO did not
adequately prepare them for recrviting in the real world, Recruiters were not taeght sales skills or
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liow to cope with rejection and failure. ENRO was:also mentioned as a “party school” that offered
no real skills training. Recruiters suggested that salés training be available at the station as well.

“The Career Reécruiting Force community, which: supervises us,
thinks that if you pass ENRO, you have the necessary tools. One
week of sales training does not make a salesman.”

“ENRO is a very motivating course, however, it does not provide a

realistic view of recruiting. This is the reason that new recruiters

must wait 3-6 months and ‘learn the ropes’ of reai-world .
recruiting.”

“A constant, practical sales training course is needed. This would
not only increase recruiter efficiency, but wouid-also-provide a
morale/PMA [positive mental attitude] boost.

14, _Perceotage of Ares Sunpl .

Area Ara 3 Area s Ares S Ama? Arz 8
) Negative Comments: Recruiter Traiing

Figure 19. Dissatisfaction with recruiter training by NRA.




SUGGESTED CHANGES

NAVPERSRANDCEN researchers. grouped the suggestions for change into eight major
content areas: (1) selection and assignment, (2).advertising and incentives, (3) supervision, (4)
goaling and eligibility requirements, (5) finances, (6) support issuss, (7) rewards, and (8) training.

Recruiter Selection and Assignment

The majority of suggestions in this category focused on a need for the Navy to improve its
recruiter selection process. Numerous recruiters recommended that recruiting duty be a strictly
voluntary tour.

Suggestions about CRF varied widely; some requested that it be disbanded, while others
requested that it take over all recruiting responsibilities. Specific suggestions regarding recruiter
selection and assignment are listed below:

“E-5s and below should not be assigned o recruiting duty.”

“Every prospective recruiser should be cncouraged to visit g
recrubting séation and aaik ip boik successyfil and unsuccessful
recruiters and sather information about suppers and facilities for
Sfamilies.”

“Recruiting duty beiter suits those with eight years or less in.the
Navy.”

“Assign more recruiters.”
“The Navy should use sales selection tests.”

“All personnel assigned to recruiting duty should be upper mental
group Cat I and Cat I1. You must be able to talk with applicants at
their level.”

“The Commander of the Navy Recruiting Command
{COMNAVCRUITCOM) needs a team of recruiters going from
command to command interviewing poiential recruiters and
selecting best-suited sailors."”

Advertising and Incentives

Many recruiters suggested the need for increasing the quality of advertising and improving
incentives for recruits. Specific comments concerning proposed advertising modifications are cited
below:

“We need rew current audio-visuals for office viewing for
applicants thas focus on real and specific opportunities in the Navy




rather than nasty music videos that show generalized views of the
United States Navy.”

* “More money needs to be devoted to advertising the NAVY.”

‘Many recruiters requested that they be authorized to discuss the duties of specific jobs with
prospective recruits. Further comments pertaining to recruitment incentives are presented below:

Supervision

A number of rectuiters believe that supervisors should have at least the same amount of
*~recruiting experience as their subordinates. The belief was conveyed that Zorie Supervisors and the

“Initiate a soft-sell program like the Air Force; it would allow
recruiters to place personnel-in a field and sell:them into a job at a
later date.”

“Obtain advertising specialists for each zone and loca! needs; time:
and money is wkat's needed.”

“Less advertising on the Delcyed Eniry.Program (DEP).”

“Recruiters should be able to requess forsher DEP recruits
graduating from boot.camp.16 assist in-recruiting.”

“Scrap ail’Service recruiting:in favor of Department of Defense
(DCL; recruiting for all Services. Classifiers could: counsel
applicants-on jobs in all Service branches.”

“Recruiting Advertisement Department (RAD) brochures should be
a Navy Recruiting District (NRD) .procurement based on
production recruiter input.”

“RAD brochures should list jobs, like The Bluejackets’ Manual
does.”

“Bring back the Sea College Fund.”
“The proposed plan for tying military service to a-$25,000/$20,000
voucher for education or home would be beneficial for attracting

recruits.”

“Need two-year enlistment coilege fund and more programs in
education.”

“Competitive pay would influence people to come into the service
or maybe a federal tax exclusion/exemption.”

Recruiters-In-Charge (RINCs) were not adequately prepared for their positions:
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“RINCs should have at least one year experience before getting the
job.” -

“RINC/Zone Supervisors should be sent to appropriate school
before taking position.”
“Implement a two-month RINC school.”

“Commanding officers should be on production for two months to
get a taste of recruiting.”

“A Fleet Navy counselor that rotates from shore to sea duty can be
more-¢effective as a Zone Supervisor when helshe is on siore duty
and a counselor when cn sea duty.”

Recruiters expressed the opinion that the CRF community was not aware of how the “real”
Navy functioned. Numerous recruiters requested that the CRF be rotated back to sea commands
from time to time. In addition, recruiters expressed dissatisfaction with supervisory practices and

proposed the following changes:

“Less micro-management is needed.”
“Get rid of involuntary extensions.”

“Zone Supervisors and RINCs need to spend more time with
individual recruiters on training.”

“Make job classifiers experienced field recruiters.”

Goaling and Eligibility Requirements

Recruiters perceive the Freeman Plan as an inequitable reward and evaluation system. Seme

suggested elimination of the Plan, while cthers suggested revisions:

“The market is not correctly identified and the Freeman Plan is
based upon giving each recruiter a fair share of the markes.
Therefore, the system is not fair.”

“STEAM (Standardized Territory Evaluation and Analysis for
Management) must be updated, more accurate.”

“Plug local demographic factors into the STEAM equation:
Unemployment rates, median income levels, service propensity,
and ethnic backgrounds of prospects have a dramatic effect on a
recruiter’s ability to be successful.”

“Annual evaluation of recruiting station location is needed because
of market shifts.”
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“Rotation of recruiters from metro to rural areas is needed.”

“Previous inequities in the promotion and evaluation system shoula
be remedied--restructuring by a special review board.”

“Do away with:the national competition system.”

“Let each recruiter work with the types of recruits and recruiting
tasks they would be best with.”

“Probation should be extended to 9-12 months instéad of 6."

“If you-can't recruit after one year, you should get a Freeman
Transfer no-fault.”

Comments pertaining to goals are given below:
“New recruiters should not have to attain goal the first month out.”
“Award goals to the station on a station level.”
“Goals should be based on numbers of recruiters and experience.”
“Reduce goals around Christmas and New Years.”

“Goals should reflect an area’s economic growth, graduate
population--which should carry through for awards.”

“Goals should be.lowered per.recruiter.”
“Stop goaling recruiters and start goaling stations.”

“Combined station goals and quarter/yearly goals will improve the
quality of work life.”

Many recruiters expressed the opinion that some eligibility requirements for Navy recruits are
counterproductive. Most requested-that the Navy allow non-high school graduates admission if
they meet the cutoff score on the Armed Services Vocational Aptitude Battery (ASVAB).

In addition, recruiters suggested that the Navy modify its strict position regarding non-
acceptance of applicants who had committed juvenile offénses. The above policy was cited as
unfair to the individual applicant-as well as placing Navy recruiting in a less-than-competitive
status with that of the other Services.

Finances )

Numerous respondents proposed that recmmng duty be couinted as sea- duty with parallel pay.
A number of recruiters also called for improvements in child :care programs and expanded
employment services for their spouses.




Suggestions concerning the Variable Housing Allowance (VHA), Out-of-Pocket Expenses
(OPE), Special Duty Assignment (SDA) compensations, and the-Civilian Health and Medical
Program of the Uniformed Services (CHAMPUS) for recruiters and their families are cited below:

“In isolated - areas, government leased housing - should be
available.”

“Needs to be a special VHA for recruiters to cover rent when
government housing is unavailable.” “Use credit cards instead of
OPE claim forms.”

“Two-hundred dollars should be given as OPE to recruiters.each
month, and let them budget.”

“Sixty dollar OPE claims should automatically be given without
receipts; over $60 would require receipts.”

“Raise SDA compensation from $275 to $500.”

“Support personnel should receive SDA pay; they work just as hard
as the recruiter.”

“More pay for uniforms because recruiters have to wear dress
uniforms to impress prospects.”

“Total medical coverage for recruiter and histher family and
dependents is needed.”

Support Issues

Recruiters stated that administrative support was needed in terms -of manpower and
equipment. Suggestions inciuded reducing the amount of paperwork and documentation required
to process an applicant. Office automation and computerized record keeping were alsc proposed.
‘Assignment of personnel to the station solely for administrative and clerical duties was suggested.

Other suggestions follow:

“Develop a computerized recruiting program that tells which jobs
are available, replaces prospect cards, does speed dialing, and
contains a form shat inputs information and prints it at MEPS
(Military Entrance Processing Station).”

“Any station with four or more recruiters should have an E-4 to do
the paperwork.”

“MEPS personnel should pull .a two- or three-year iour as a
production recruiter.”
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“Get hit shees back from MEPS on a more regular basis.”
“The Navy should allow swapping of duty stations.”
“Make dezailers support recruiters when it comes time to transfer.”

“Guidelines and Recruiting Training and Operational Procedures
Standardization (RETOPS) manua! should be adhered to, and not
up to district, area, or inspector discretion.”

“A new recruiter should be sssigned initially with a highly
successful recruiter in order to build confidence and learn the
ropes.”

Recruiters perceive a lack of support within the NAVCRUITCOM and offered suggestions
that would improve their personal lives. Many of the suggestions concerned the working hours
involved in recruiting. Recruiters felt that working hours should be defined and restricted to an
approximate 40-hour work week. They suggested that recruiting stations not be fully manned on
Saturdays and uniforms not be required on weekends. Recruiters offered a variety of suggestions
that address personal concerns:

“Assist recruiters who are attending college and furthering their
education.”

“Create a district headquarters-level billet as a focal point for
quality of life matters. This person would be assigned as the
Command Master Chief/Commund Career Counselor. He should
be active in the Omsbudman program, the ‘weifare and recreation
program, and educational services for active disty members.”

“Recruiters should have personal suppors intérviews every three
months to assure that they have enough support for them and their
families.”

“Funding for an exercise program should be provided,”

“Support and orientation of spouses are needed.”

“Districts should start team sports to reduce stress.”

“Recommend a study on the legality and feasibility of psrchasing
healsh club memberships for recruiters wko do not hive base
Jacilities available.”

“Command-level involvement with dependents of recruiters would
strengthen morale.”

“Support spouses with training awards.”
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“Provide employment services for spouses.”
Rewards

Recruiters feel that the Freeman Plan incorrectly allocates rewards. Recruiters often
mentioned that leave and monetary incentives were more rewarding than ribbons, plaques, letters,
and extensions of tour.

Contained below are suggestions concerning recruiter rewards and incentives:
“Compensation for making goal should be time off.”
“Shut down the station when goal is made.”

“New incentive plans should be made to give the proven performers
fringe benefits.”

“Need rewards that sailors can parade around regardless of
success--if they complete three years--recognize them.

“Guarantee choice of assignment after recruiting tour.”

“Recruiters should be able to wear recruiting badge and ribbons
after recruiting tour.”

“Reward goal with time off rather than medals and Letters of
Zommendation.”

“Instead of receiving a voluntary extension for 4,800 Freeman
points, give the recruiter the Leiter of Commendasion and the Navy
Achievement Medal.”

“Twenty Freeman points should be given to shippers.”

“After 2-3 years of successful recruiting, one should be moved to an
‘off production’ role.”

“Give a recruiter $50 per contract and do away with Special Duty
Assignment pay for on-production recruiters who core under the
Freemar Plan.”

“The competition system should be more goal oriented--meaning
that all Navy Recruiting Districts who make goal should receive a

rophy.”

“Do away with the Freeman Plan, award goals to stations on a
4 8
station level.”
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“Recruiters completing their tour should be allowed the option to
take newiral or shore duty billet for two years.”

Training

Training of recruiters and supervisors was criticized as being -inadequate. Suggestions
focused on implementing structured, continuous training of recruiters and supervisors at schools
and in the field. ENRO was the most common target of discontent:

“Teach sales at ENRO like it really is.”

“Mandatory sales seminars are reeded for recruiters who are
below Navy Recruiting District minimum PPR [production per
recruit].”

“ENRO should be lengthened to two or three months with emphasis
on real life recruiting--rejection, failure, and stress management.”

“More attention to prospecting referrals should be provided in
ENRO.”

DISCUSSION

The results of the content analysis substantiate the findings of the Navy Recruiter Survey:
Interview Phase (Robertson, 1989) and the Management Overview (Baker et al., 1989). The major
sources of discontent (goals, hours, stress, supervision, and training) were the same regardiess of
how the responses were obtained.

These variables and certain aspects of the recruiting organizational structure and environment
combine to create recruiter stress and 2 poor QWL. The salient variables identified in the content
analysis can be synthesized into a conceptual diagram of compenents influencing recruiter QWL.
The following discussion refers to Figure 20.
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Figure 20. Recruiter QWL model.
Organizational Structure

The NAVCRUITCOM has structural components that contribute to recruiter stress.
Recruiters feel that the recruiter selection process is inadequate, The process fails to identify.those
individuals who are best suited for the unique.aspects of recruiting duty. As one recruiter remarked:

“I was.a 4.0 sailor, and a damn good technician; my job is in the
Sfleet. I think it is sad when a 4.0 sailor, after four years of good
service, is-forced to do a job that I feel should be voluntary.  am:not
a salesman.”

Another organizational factor influsncing recruiter QWL is training. Recruiters feel that the
training they received at the ENRO is incamplete. Recruiters wrote that ENRO did not adzquately
prepare them for the “real world” of recruiting or teach them the necessary sales skills. ENRO was
frequently cited as a “party school that graduates-anyone.” Recruiters also felt that ENRO.should
teach coping skills such-as stress management and how to deal with rejection and failure.

33




Recruiters often mentioned that on-the-job training was lacking or ineffective in the field.
They suggested that recruiters receive additional sales traininig on a regular basis or when they
continue to be unproductive.

Recruiters believe that support personnel, such as those at the MEPS do not aid in the
processing of applicants nor present a favorable image of the military to prospective recruits.
MEPS personnel’ were often cited as being slow, rude, and uncooperative. Both administrative
personnel and physicians were criticized for their lack of training and ability. Recruiters suggested
that processing could be improved by permitting computerized access to applicant records and
information by recruiters. They also suggested that MEPS personnel complete a recruiting tour
before coming aboard to make them more aware of the stresses of recruiting duty.

Many recruiters also feit that they received little support from the Navy's Recruiting
Advertising Department (RAD). A national advertising campaign is vital, say many recruiters, for
improving the image of the Navy in the eyes of the public and to inform potential recruits of
opportunities in the Navy. One recruiter commented that because the national advertising budget
is limited, recruiters are “steadily losing the tools [they] need.” Several recruiters mentioned that
they pay for-local-advertiserents out of their own pockets.

Eligibility requirements for new recruits combined with the goaling.system create strain for
some recruiters. Many recruiters said that the eligibility requirements and area-wide goals fail to
take into account the differences between areas and the unique conditions in each area. One
recruiter stated: I think district goals should be adjusted to meet the district’s mental categories.”
A common suggestion from the recruiters was to allow non-high school graduates with high AFQT
(Armed Forces Qualification Test) scores to enlist. The AFQT is a composite score derived by
summing selected ASVAB sub-test scores. It is the primary selection measure used by the Armed
Forces. Also, recruiters complained about the changing monthly goals. “One month you have to
concentrate on one market, then the next month you have to turn around and go after the market
you ignored because of the previous month’s goal.”

Environmental Factors

Recruiters are also affected by station assignment. Many of the recruiters are assigned to areas
v.fiea> there are no Navy or other military installations. As a consequence, they must pay for
civilian housing, medical care, and living expenses. Many recruiters complained that the VHA,
CHAMPUS coverage, and SDA compensation are inadequate, causing financiai strain. Recruiters
are also faced with isolation; their families and spouses do not have the support and benefits
provided in a military community.

The jocations of the recruiting statioiis-also influence the ability of recruiters to do their inks,
Many reciuiters complained that their stations were in rural, sparsely populated areas; others noted
that the attractiveness of local colleges and universities hampered their ability to entice young
people to enlist. The frustration experienced by recruiters when attempting te reach goal in hostile
and difficult environments jeopardizes not only the personal welfare of the recruiter but also his/
her career.




Finally, the state of the actual recruiting station in terms of facilities-was mentioned. as a
setback to success. Recruiters mentioned problems with the furniture and maintenance of the office
as well as with office equipment (photocopiers, fax machines, vehicles, films, etc.). One recruiter
wrote: “I am in a six-person station and we are in an office that has 530 square feet of space.”
Another recruiter from the same station noted; “No copier or fax; Fairchild machine out of date;
office requires paint job.”

Supervision

Supervision and “hammeér management” were two of the ten most commonly described
dissatisfiers. A majority of the recruiters feel that their supervisor’s style, his or her ability to
manage, and supervisory misuse of the Freeman Plan are major contributors.to their poor QWL.

Recruiters complained that their supervisors, many of whom have been off-production for
some time, were unable to empathize with the stresses of production and failed to provide
professional and personal support. The CRF was often criticized for lack of leadership and inability
to manage effectively. One frequent suggestion was for career recruiters to be put on production,
at least for a short period, so that they would better understand the daily pressures and the changes
in the recruiting market since they left production. Also, there was a cail for more adequate training
for the supervisory personnel. “The CRF Community needs to be updated and retrained in
management,” suggested one recruiter.

Recruiters feel that “hammer management” is the norm. Recruiters are threatened constantly
and protest that their standing in the Navy does not warrant such treatment. For example, oné
recruiter writes: “RINCs and Z/Ss [zone supervisors] should riot treat a first class petty officer as
if he were a Seaman Recruit. They threaten your career on a daily basis and try to drive your
attitude to zero.”

The Freeman Plan, the goaling system, and the Activity Analysis System are the major tools
that recruiters feel are being used as “hammers,” rather than as tools to help them succeed. The
Activity Analysis System is used to monitor recruiter performance by logging daily phone
contacts, interviews scheduled, etc. One recruiter reports, “I feel that tabs are nothing more than a
way for the district to come down on recruiters if they don’t make goal.” Recruiters do not feel that
they are being evaluated for their effort; goal is the only thing that matters. Another recruiter states:
“T work long hours and that doesn’t bother me as long as I make goal. But, there are months when
I work just as long and don’t make goal and I'm a dirtbag.” Recruiters cite micro-management and
emphasis on phone calls and other “gates” as some of the mechanisms used to intimidate them.

Recruiter QWL

All of the areas discussed above can-affect the personal life and career of the recruiter. A
recruiter’s future is uncertain. The recruiters are unsure of the impact that recruiting may have on
their careers and often have trouble keeping current in their rating because of the time involved in
recruiting. The recruiters often commented that they feel they have no control over their future in
the Navy. The recruiters explain that this lack of control is due to evaluations based on:goals that
are not relevant to local conditions. Also, they feel that their success lies in the hands of those who
may or may not decide to enlist in the Navy. These feelings of powerleéssness are exacerbated by
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supervisory threats, lack of support from both supervisors and MEPS personnel, and personal and
farnily problems,

The recruiters work long hours because of pressure and intimidation from supervisors. to
achieve goals that they perceive are-unrealistic and unfair. They are not justly rewarded for effort
or treated with the respect that their rank entitles them. Recruiters are frustrated because they
cannot spend time with their families. In addition, families often find it difficult to understand the
time involved in recruiting, adding more stress to the situation.

Most recruiters have an extremely positive attitude toward the Navy and express loyalty and
respect toward the Navy Recruiting Command and military service. However, the conditions in
which they are required to work and the extreme stress of recruiting duty make it difficult for these
individuals to maintain this positive attitude and function as successful recruiters.

RECOMMENDATIONS

The foliowing are recommendations that have been extrapolated fron: the entire sample of
Tecruiter written responses.

Recruiter selection and assignment are problem areas. Many recruiters thought that
recruiting duty should be on a volunteer basis only.

Recruiter training should be enhanced. Recruiters should be presented with a realistic
preview of recruiting and prepared to cope with rejection and failure, Training out in
the field should slso be expanded and improved.

Selection methods and screening should identify those who are best suited for the duty
of recruiting and not rely on fleet performance ratings only.

Quality of advertising should be improved and the amount of advertising increased to
attract recruits. More fands shouid be allocated to advertising.

Supervisors should have at least the same amount of recruiting experience as their
subordinates. Structured, continucus supervisor training is neéeded. Recruiters
perceive a lack of leadership in the field.

The market of available recruits is incorrectly identified and goaling should be
tailored to the particular Navy Recruiting District.

Teamwork should be emphasized in recruiting as it is in the fleet.

Recruiters suggested that recruiting duty should be counted as sea duty and
compensation should parallel sea pay.

Government housing should be provided in isolated areas. Variable Housing
Allowance (VHA) is perceived as inadequate in some areas. VHA should take into
consideration geographic location and cost of civilian housing.

36




Affordable, comprehensive medical coverage is needed for the recruiter and
dependents. ‘

Special duty assignment and out-of-pocket compensation policies should be revised.

Recruiters feel they should be granted leave, regardless of goal, and should not have
to work hoiidays.

Paperwork and documentation should be reduced or automated. Administrative
_ support personnel are needed to perform clerical tasks and obtain recruit records.

Stress management techniques should be integrated into initial and on-the-job
recruiter training.

Monetary incentives and leave are perceived as being mor= beneficial than the
rewards designated in the Freeman Plan.

Recruiter training should focus on developing sales skills. Refresher ccurses are
needed in the field on a continuing basis.
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APPENDIX A
NAVY RECRUITER SURVEY




COMMANDER
NAVY-RECRUITING COMMAND

{7 FEB 1988

Dear Recruiter, -

Your job is one of the most important in the: Navy. You
are actively involved in building our future Navy by
recruiting the best men and women available. You have a most
difficult challenge, and in meeting this challenge you have
in some cases had to make severe personal sacrifices. I
remain concerned about your quality of life and have tasked
the Navy Personnel Research and Development Center
(NAVPERSRANDCEN) to conduct a survey to measure the quality
of recruiter life. I am hopeful that the answers you give
and suggestions you make will help improve the quality of
your working life and make your job a little easier and less
stressful.

I want to emphasize that this is an anonymous
questionnaire. Your answers will remain confidential and
will be used for study purposes only. Please follow the
directions in the survey questionnaire carefully. Completion
of the survey in a timely manner is critical. Your district
headquarters will provide details as to when you should
complete the survey and how it is to be mailed.

Keep up the great work!

Since ely,

-~
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Report Coritro! Symbo! No. 1110-1

NAVY RECRUITER
SURVEY

1989

Developed for the
Chief of Naval Personnel
by

Navy Personnel Research and Development Center
San Diego, California 92152-6800
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INFORMATION AND INSTRUCTIONS

This questionnaire was developed from interviews with 150 production recruiters
between 25 Jan and 02 Feb 89. Recruiters were interviewed at NRD’s in Portland, OR;
San Antonio, TX; Chicago, IL; Boston, MA; New York, NY; Chattanooga/Memphis,
TN; Atlanta, GA; Buffalo, NY; San Diego, CA; Los Angeles, CA and Harrisburg, PA.
Even if you were interviewed previously or participated in the pretest, we’d still like you
to complete this questionnaire. '

NOWIT’S YOUR TURN TO MAKE YOUR VOICE HEARD!

The questionnaire is made up of three parts:

PART ONE consists of statements that reflect many aspects of your job
ranging from how you were selected to be a recruiter to the effects of recruiting duty on
your quality of life.

PART TWO contains some of the changes that recruiters have suggested
that might make recruiting duty better.

PART THREE asks you to provide information about your job and
yourself. Your answers to these questions will help us understand the information you
provided in Parts One and Two.

Remember, this questionnaire is anonymous. We have no way to identify you--
and we don’t care to.

Please take tme to carefully read the instructions for each part of the survey. It
should take you about one hour to complete. Please fill out the quesdonnaire WITHIN
TWO DAYS, place it in the enclosed envelope, seal it, and follow the instructions given
by your District on how 10 return the package back to us. Tharnk you.

If you have any questions regarding this survey, please call Ms. Dianne Murphy
at NAVPERSRANDCEN, (619) 553-7652.

Navy Personnel Research and Development Center
Survey Team
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Please give us your impression of the quality of recruiting life as it is right now. Mark your answer
'by CIRCLING the number to the right that comes closest to describing your opinion.

?% I

10.

1.

12.

13.

14.

I. RECRUITING LIFE

Recruiting duty was my first choice assignment
prior 10 leaving my last command.

1didn’t want to become a recruiter.

The location to which I am assigned is the one
1 wanted.

I am happy with the location to which I am assigned.

Sailors with the proper personality and motivation
are being selected for recruiting duty.

1 had an accurate idea of what recruiting duty would
be like before I reached my station.

Sailors with financial problems or family medical
problems are being assigned to recruiting.

Recruiters are assigned to stations without any
consideration of the overall experience level of the
station,

As a new recruiter I was sponsored by an experienced
recruiter who helped me learn the systei.

Training at ENRO prepared me for “real world”
recruiting. .

People graduaie from ENRO who should not.

There is enough hands-on training after ENRQ
before recruiters start production.

. Thave received the specified RQS training.

The education specialists are really important to
my Success.
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15.

16.

17.

i8.

19.

20.

21,

22.

23.

24,

25.

26.

29.

30.

My RINC provides adequate OJT on a regular basis.
I anticipate a problem in getting training in my
rating before returning to the fleet.

My recruiting district provides adequate OJT and
formal training.

I was prepared for the stress and pressure of recruiting

duty.

I receive refresher training on a regular basis
throughout the year.

The Recruiter Mobile Training Team (RMTT) is
helpful.

There is a need for more "show and tell” training
throughout the year.

My district has a comprehensive training and
development program for all recruiters,

The national leads program is adequate.
Selective service leads are not really worthwhile.
Local advertising produces many valuable leads.

The amount of Navy advertising at the national
level makes it difficult for me (o sell the Navy.,

I can get all of the RADS and promotional
items I need to do my job.

Lists of potential applicants from the focal high
school(s) are available as soon as I need them.

Lists of individuals who have registered with
the selective service are available to use as leads.

The lists available from the selective service
are helpful.
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31 The Hometown Area Recruiting Program (HARP) is (1 21 @31 @4 (51 1 M

valuable in producing leads,
32 I lose a significant number of applicants to the 1) (21 @By @4 (51 6 ™M

other Services because they believe the other Services

offer a better product. T i
33. Potential applicants have the same kncwledge about 1) 21 (31 [ 8 @ m .

the Navy as they have of other Services.
34, Navy has a good image among potential recruits. 1 @21 @1 4 81 6 (71

3s. Navy recruiting programs offer potential applicants (M QR1 (31 4 (3 6 N
incentives that ar¢ competitive with those of the

other Services. .
36. My local command’s fiscal year awards program is 1 2 3 [ 151 6] (@}
inconsistent and ineffective.
37. The top awards in the Freeman Plan can be earned m @ @B @ 8 © M
by any hardworking recruiter.

38. All recruiters have the same opportunity to succeed B3] @21 (33 @@ 8 @’ @ in
under the Freeman Plan.

39, The Freeman Plan is more of a threat than an m @2 @31 @4 53 61 ™M
incentive,

40. Performance evaluations focus too much on recent 11 @ 3 @[ 859 6 ™M
failures and fail to take into account previous
successes(Hero to Zero).

41, I get more personal recognition for recruiting duty (1 @& @31 @4 651 1| M
thgn 1 getin the fleet,

42.  The one month goal period is too short. m @ @B ® (5 [ M
43.  Theawards that can be eamed by recruiters (.g., m @ B @4 8 @ m

certificates, plaques, letters of commendation) help ~
sailors advance.

44, I fully understand the district’s competition M @2 @B 4 (517 6 M
system.




45.

46.

47.

48‘

49.

50.

SL

52

53.

The district competition system stresses quantity
over quality.

Amy recruiter incentives are more fairly awarded
than the Navy's.

Suongly
'‘Ditagree

(1)

(1

More emphasis and time should be placed on permitting  [1]

recruiters o wo'k the out-monti DEP rather than
current month shipping.

1 am allowed 10 use my best method of recruiting
s determined by the Activity Analysis System.

The Activity Analysis System is used as part of
my OJT.

The Activity Analysis System helps me make goal,
I feel my "tabs” will be used to punish me.

I feel the goaling system in my district is fair

and I receive my goal based on my share of the
qualified market.

The district and my zone supervisor do an excellent
job of periodically reviewing my zone boundaries
and market.

It is appropriate 10 deiete points from my
performance if my enlistee washes out of-boot camp.

‘The pressures of meeting monthly accession goals
has kept me from really working my high school
senicrs miarket.

I believe goals are aliocaied to recruiters in an
cbjective manner.

My sionthiy goal is primarily for new contracts.

My monthly goal is primarily for sccessions.
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59.

61.

62.

63.

65.

67.

68.

69.

70.

~)
~l
H

72,

73.

A more aggressive Navy Advertising Program
would make recruiting easier.

Many things that determine if I make goal are out
of my direct control.

I feel pressure from management to continue to
recruit even after achieving my goal.

I generally receive recognition for good job
performance.

My ability to meet goal is about the same as the
other Service's recruiters who work the same market,

The Special Duty Assignment (SDA) pay for
recruiting duty is widely known to sailors who
are considering recruiting duty.

The SDA pay is the best thing about recruiting.

‘The Navy recruiters at this station work together
as a team.

There is a real feeling of teamwork in my zone.
There is a real fecling of teamwork in my district.

As a recruiter, I am trusted and respected by my
chain-of-command.

There is good communication from the top down in
my chain-of-command.

CRF people in my district don’t understand the
pressures of being a recruiter in the field.

I feel good sbout being a recruiter because I feel I
have helped people by geiting them irto the Navy.

Experienced recruiters are selected to be station

‘RINC.
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74. Supervisors need more training as supervisors. (1 @2 @B @4 5 @ ™1

75. There should be formal schooling (two to four weseks) M @2 1B @ ©B] 6 m
for those selected as zone supervisors.

76. Pressures from the district and above preveat my N @2 @31 MK {55 @B N
. supervisor from providing me adequate training.

77.  Zone sups rely too much on fear and intimidation 1 @2 @B @M 5 ®’ 1
instead of positively motivating recruiters,

78. Chief Recruiters rely oo much on fear and m @ @ B 51 6 @
intimidation instead of positively motivating
recruiters.

7. RINCs and zone sups are rotated too frequently. 1 @& B M@ (5 [ 1

80. My immediate supervisor demonstrates professionalism [1] [2] (3] @] (5] 6 (7
and strong leadership ability.

81. I-get along weil with my immediate supervisor. M @ B 4 (1 6y M

82. The recruiting area staff really support me m (11 @23 @31 @ 51 . M
helping me to meet my goals and objectives.

83. Preparation for SAT inspections detracts ] Rk B @ 31 1. 1
significantly from my recruiting activities.

84. MEPS personnel provide inadequate support. m (2 @) @ (5 16 M

85. My recruiting district provides timely assistance @& BY @ (31 6] M
with pay and disbursing problems.

86. My recruiting district has a good sponsorship 11 2] @Bl M4 (B . m
program,

87, My recruiting district provides strass management 11 2@ B [ 81 6 1

_ training.

88. ‘The chain-of-command works effectively in my m @ B @ (51 @ U

district.
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¢
o

nor Disagree

i

89. Navy installations actively support recruiting in (il (2] 4 [ 1 ™M
my district.

90. Navy associated organizations (e.g., The Navy (11 @ 31 4 159 61 N
League and The Fleet Reserve Association) actively
support recruiting in my district.

91. The paperwork demands in my job are reasonable, 11 20 B M4 88 6 .

2. My recruiting district delivers out-of-pocket m @y B @ 51 6 1
expense checks promptly.

93. From my observation, I am as well prepared and 1 21 33 @« (59 6 (@
supported as recruiters from the other Services. )

94, My recruiting district delivers awards and M [ @33 @ [§ B
incentives promptly,

95. The location/visibility of this recruiting station m @ B @ 55 @@ 1
is good.

96. I am located in office spacc.with recruiters from i1 @2 B}y @4 81 6 1
the other Services.

M. Co-locating all Service recruiters in the same office 1y @R 13 @ 53 .’ 1

building is a good idea.

38. The hours/days of operation of this recruiting (1 @ [ M@ [ . m
station match the prospective recruit traffic.

99, Iam concemned about persorisl safety at my n ©r @B @ [\ @@ m
recruiting station.

100.  Itiseasy to find parking near my recruiting statiort. (11 @21 BRI @# 81 [ M

101.  Parking near my recruiting station is adequately m @ B1 4 61 1 N
secure, )

102.  Ourrecruiting station has adequate photocopy/FAX m @ B W ©® @\ m
equipmerit.

103.  Ourrecruiting station has adequaie audiofvisual m @ B [ [ @ m
equipment.
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104.

105,

106.

107.

108.

109:

110.

111

112,

113,

114,

115.

116.

117,

I am satisfied with the interior appearance of my
recruiting station.

There is adequate telephone service at my
station for me to do my job.

I have adequate supplies to do my job.
A vehicle is always available when I need it.

Compared to other shore duty available for people
in my rating, recruiting is better for my career.

Because of my experiences as a recruiter, I do
not intend to continue my career in the Navy beyond
this assignment.

Being a recruiter will help me advance in the Navy.

Being a recruiter has a "make or break” effect on
one’s Navy career -- if I make goal, it will help
my career; if I do not niake goal, it will hurt my career.

Because I am working out of my rating, being a
recruiter will hurt my chances for advancement within
my rating.

Recruiters should have more career development
opportunities within recruiting after they have
demonstrated their abilities as a production
recruiter,

I would be willing to be a member of an QCS or Nurse
recruiter team made up of seasoned enlisted recruiters.

1 would be willing to be a guidance counselor/
classifier at the MEPS.

If selected for the Career Recruiter Force, 1
would accept.

Being a successful recruiter will make me a more
understanding leader back in the fleét.
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Moderately
Disagree
nor Disagree

Neither Agree
Genenlly
Agree
Sirongly
Agree .

Slightly
Disagree

Surongly
Dissgree

118.  1have leamed many valuable skills while being 2 1 @ @31 4 5 @ 1
recruiter.
119,  1fIobtain a "no-fault” or "Freeman T" transfer 11 21 [3) 4 (51 @@ O
it will hurt my career. C .
120.  Iam given the necessary time and appropriate 1 @21 B1 4 (5 | @1
materials to study for advancement exams while on -
recruiting duty.
121. I would rather retum to sea duty than finish my M @ B ¥ (51 €@ M
tour as’a recruiter.
122, My evaluations as a recruiter are lower than f11 2} (31 @ 81 6] [ [INA]
before I was assigned to recruiting duty. -
123. I would take another recruiting tour if it were 11 [ B1 ¥4 &1 @6 M
offered to me.
124, My evaluations while on recruiting duty reflect (1 @& @31 M@ (5 [ (71 [INA)
the effort I putinto the job.
125.  Ienjoy the challenge of recruiting duty. m @1 @B @ 8 6 (71
126.  Inthis recruiting zone, prospects perceive 1M @21 B B4 8 ©. M
that the benefits of enlisting in the Navy are
bester than civilian jobs.
127.  Job stress is a problem for me. m @ By 4 (51 1. 7

128.  Job pressures have kept me from taking leave when 1 @2 31 “4 15 1. M
I wanted to. )

129.  Jobpressures have kept me from studying for exams f11 @& 331 M (8 [

when I needed to. )
130.  feel much stress in my job. B @2 B 4 59 . 7
131. My job as & recruiter is more stressful relative to M @2 B 4 »61 .’ m

other Navy jobs.

132, Ihavetospendoomuct timeinmycar ("windshield [1] (2] (31 M (5 6 (7N
time™). A-12
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133, My working hours leave me enough time for my 1 2] 31 @ 51 61 %
personal ife.

134, My job responsibilities still allow me to plan my M @ B K 3 . Y
personal life, )

135. My work schedule still leaves me enough time to M 2 @Bl ® 1 1| m
take care of personal business such as banking, car
maintenance, elc.

136.  1feel that the quality of life issues are being m @ @31 4 (1 6 M
addressed.

137.  1am compensated for working holidays and extra m @ B3 @4 (5 m\m M
hours. -

138. My quality of life is on a par with the other M @ B @[ [ @’ M
Service recruiters I associate with in my area.

139.  Former recruiters advised me not o take a m @ 6 W | e
recruiting assignment, .

140. I would advise my friends to consider recruiting Mm @ @B @ @\ . M
duty.

141.  Toften think about probiems.from work while I am m @ @B M@ ¢ [ M
at home,

142.  Isometimes treat my family or friends poorly m @ @1 B (B3 . @
because of problems from work.

143.  The Variable Housing Allowance (VHA) is udequate m @ @B @4 B .’ O
to cover my living expenses in this area.

- 144.  .The Out-of-Pocket Expense allowance (OPE) is 1 @ B M@ B3 |\ M
. sufficient 1o cover the cost of dealing with -
prospective applicants.

145. My spouse/girlfriend/boyfriend understandshowmuch 1] {21 [B1 4] (9 (6 (7 [MNA]
pressure I have on the job.

146. My spouse received an information packetexplaining {11 (2] (31 (@] (5] (6 (7 [NA]
the new duty before arriving at this recruiting station.
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147. My recruiting district provides good quality (] @ B 4 5 © m
counseling services related to personal and family
problems.
148. My recruiting district provides adequate assistance 0y @ @1 M ;) | m
with medical/CHAMPUS problems.
149. My recruiting district provides good quality m @ @B ¥ 6% ©\ m
financial counseling.
150.  Getting medical care for myself is a problem at 1l 21 (3 ©®¥ (81 @@ M
this location.
151.  Getting family medical care is a problem at this 1 @ @3 M@ 5 @ M
iocation. -
152, Ihave trouble finding doctors who will accept 1 @21 @) M 51 6 (M WAL
CHAMPUS. )
153.  Because of late CHAMPUS payment, I am having m @21 1By M B 1. [ [NA)
financial difficulties. R
154,  The family ombudsman program works well.he,re. m @ B @ 1 6 M [INA)
155.  The lack of opportunity to make contact with (11 @ @B KB (81 6] [ WA
other Navy spouses at this location has caused a
problem for my spouse.
156. It would improve my quality of life if government M @R @B M 5 6 (71 VAl
leased housing was available at this location.
157.  The shortage or high cost of housing in this area iy @& B33 4 51 6
often causes recruiters {0 leave their families
behind and become "geographic bachelors.”
158.  Military family housing was avsilabie in my (11 21 [(3) @ (51 6 [N [IN/A]
Jocality, but the waiting list was tco long for me
to consider it as an option.
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II. SUGGESTED CHANGES

Please give your opinion of each of the following changes your peers have suggested. Somie of the
proposed changes are creative and innovative - do not consider feasidility-when evaluating the
proposals. As before, CIRCLE the number to the right that comes closest to describing your
opinion,

At the end of this section, you:will be asked to rank the top ten most important items - those that
you think would have the most impact in improving the quality of your life. To make the job easier,
we suggest that, while goiag through the 42 suggestions, you mark the oznes you seel most strongly
about,

| T HIR
plsinhh

1. Recruiters should be given a realistic preview of M @2 B Mo’ e m
recruiting duty (e.g., information about the good
and bad aspects of recruiting duty) before detaching

‘from the prior duty station.

2. The Navy should come up with a better way to select 1 22 (3 [ 81 @[ ™
sailors who will make good recruiters.

3 ‘When station assignments are made, more effort m @2 31 [ B 6 [

should be made to match recruiters to the ethnic/
racial/religious mix of the community.

4. Special consideration should be given to the m @ ©B M 3 B m
availability of childcare and medical facilities at the
recryiting station when assigning single parents to
recruiting duty.

5. ‘The Navy should develop a team of recruiters who Ml @& B “ 6y 6 m
are responsible for recruiting future recruiters.

6. If recruiters are unsuccessful; and they have M 2 B @ 5 @ m
demonstrated sufficient effort, they should
be able o leave recruiting without it having a

negative impact on their careers.
7. Additional sales training at ENRO would be belpfal, m @ e W E e m
8. Moxe realistic sales training at ENRO that allows for m @& B W 51 @ m

experiencing failure would be hélpful,




3. Training in stress management should be given at M R B3I 4 18 @€ m
ENRO and continued regularly in the field.

10. Recruiters should get refresher training after a 1 @2 B3 «“ 51 8 71
year on the job.

1. Theclassifies’s job should be filled by highly i 21 Bl “1 55 ©’ 71
successful focmer-recruiters,

12, Recruiters should have a variety of awards they . M @2 B 4“4 (5 @6 1

can choose from whaa they reach a certain level
of pirformance i the district’s competition system.

13..  Recruiting duty should be strictly voluntary. M @21 131 4 18 (6 M
14, Chief Recruiter and Master Chief of the Command (1 @ B 4 61 6 fn
. should not be the same person.

15. This recruiting station should be provided-more and M & By W 1 ©’ m
better office eguipment and supplies..

16. The Navy should have a more aggressive advertising M @& B! Y © 6 M
carmpaign.

17. The Navy.shouid have a catchier sdvestising M R @B @ 15 . m
slogan.

18. Recruiters should be able to discuss prograis snd (1 21 @3y 4 8 @ M
ratings with applicants.

19.  The Navy should have an extensive "Support the m @2 B @ B e m

Recruites” progran that would have components such as
Admirals giving COI presentations, developing ship
visitasion/instelladion vpen house programs with:
secruiter sssistance a2 @ major objective, axd fieet
dnvolvement in helping recruiters:ger the Kavy messuge
to the pubiic:




}

20. The Freeman Plan should be flexible enough n (2
10 meet the changing recruiting environment.

Suongly
Dissgree

g L] 7 2
il h

21. Goals should be based on a longer time pericd (¢.g., M @ B ©“ 51 | m
bimonthly or quarterly goals).

22, Goals should be allocated at the recruiting station M 2 31 4 61 6 7N
Jevel rather than at the individual recruiter ievel.

23, Stations should be organized as a team so that M @ 31 @ 5 6 m
recruiters could specialize in jobs they do best.

24, Recruiters within a station should be allowed 17 21 (31 [ (51 6 7
to share goals.

25. Jobs siiould be redesigned to reduce the paperwork 1 @ 31 @4 81 6 M
recruiters are. required to complete.

26. In planning station locations, the number one 1 @2 (31 14 151 @ M
consideration should be high visibility/high
traffic. .

27. Ir order 10 adequately cover the territory 1r @2 B1 [ [ 6 M
assigned, there should be no vehicle mileage
limitation.

28. In order 10 adequately cover the territory assigned, m @21 B1 @4 ;1 6 N
there should be more vehicles assigned to the field.

29. The government should provide secure parking near m @ 331 [ 5 6 M
the recruiting station for personal vehicles belonging
to recruiters and applicants.

30. Recruiters should be allowed to take government m @ 3 @ 1 B @
cars home daily.

31.  TheNavy should develop & model recruiting N @ B W B @ m
district in which to try new idess.
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Skgtely
Disagree
Neither Agree
nor Disagree
Slighuly
Agvee
Genenlly
Agree
Strongly
Agrez

Strongly
Disagree
. Disagree

32 Recruiters should be given relief from their M @2 31 @4 13535 6 ™
production goals {0 study for advancement exams.

33, Allof the time spent on recruiting duty should count 1] R B 4 16 ©\ m
toward the sea duty requirement,

34. Recruiters should receive extra credit at 1M @& B M (;» © 1
any selection or promotion board becausC of .
recruiting duty.

35. The Navy should make more welfare and recreation- m R @B @@ (3 6 ™M
funds available for zone functions for recruiters
and their families.

36. District COs should be given authorization o M @& B ¥4 81 6 M
approve transportation in government vehicles for )
command functions.

37.  Special funding should be considered for childcare m @ B @ s 1\ m
arrangements for command functions.

48.  Recruiter tow length should be reduced to two years. 11 @2 B1 M4 851 @ m
39.  Recruiter tour length should be longer. (i} 2 B 4 51 6 (7

40, Private health insurance should be provided for 11 21 B @4 8 6 Mm
ecryiters in isolated locations away from military
health care facilities.

41, The Navy should pay for CHAMPUS supplemental ] [ B “ 89 1@ M

insurance for families of recruiters in isolated
areas.

42. " The Navy should provide government leased housing M @ B3 @ 8 6 m
fer recruiters if military family housing is
-unavailable near the duty station.
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Now we would like you to select from the 42 suggested changes in this section, the 10 changes
that you think would improve your quality of life the most. CONSIDER ONLY THOSE ITEMS
IN SECTION II. Then, after selecting the 10, we would like you to rank them here by order of
importance, placing the number of the iiem in the brackets provided.

This is my ranking of the top ten suggested changes:

Rank Item Number
(1} Item { ]
(2] Iem{ ]
(3] lem [ )
(4] Bem [ ]
(5] em [ )
(6] lem [ ]
(7] lem [ ] )
(8] em [ ]
(9] lem [ ]
{101 . Item [ ]

What would be the most important change that could be made to hielp Navy recruiters? (You do
not have to use the above list or items in this section.)
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III. JOB AND PERSONAL INFORMATION

The following questions ask you to provide some specific information-about-your job as a
recruiter. You are reminded that your answers will be kept CONFIDENTIAL and we will make
no attempt to'identify you.

Continue to respond as before by CIRCLING the answer that comes closest to describing your
opinion,

JOB INFORMATION ‘ i

1. 'Whatis your pay grade?

1] ES
(2] E6
{31 E7
(4] E8

2. How long have you been in the Navy, including other military service?

{1} Lessthan 4 years

2] More than 4 but less than 8 years
{3] More than 8 but less than 12 years
[4] More than 12 but less than 16 years
[5] More than 16 but less than 20 years
{6] More than 20 years

3. In which community are you normally assigned?

[11 Air

(2] Surface/deck
{3} Surface/hull
{4] Submarine
{5] Medical

[6] Other

4. How long have you been a recruiter?

(1] Lessthan | month

[2} More than 1 but less than 3 months

(3] More than 3 but less than 6 months -
[4] More than &6 but less than 9 months :

{5] More than 9 but less than 12 mssiiks

[6] More than 12 but iess than 24 months

[7] More than 24 but less than 36 months

(8] More than 36 raonths




50

90

i0.

i1,

How long have you besn 2t this recvuitiaz vistion?

[1]. Less than 1 month
(2] "More than'1-but less than 3 months

{3) More than 3 but less than §'months

{41 More than 6 bui Iéss than 9 months
{3} More than 9 but less than 12 monihs
(61 More than 12 but less than 24 mcaths

{71 More thar 24 but less than 36 months

{8] More than 36 months

How.many times have you becn sﬁitched‘ to different zones?
[0] Zerc

{1} One

{2] Two

{3] Three or more

Where is-your station Jocated? »

. {11 In arural location

(2] In an metro location
{3] In'acombination of metro and niral

Do you consider your station a ...

[1] Full time NRS?
[2) Parttime office (PTO)?
[3] Sateltite station?

What is the size of your recruiting station including your RINC?

(1] One

2] Two

{3} Three

{4} Four

{5) Five or more

How many times did your station make goal in the last six months?
{0] Zero

{1} 12

(2] 34

{3} 56

[4] Don’t know

Did your station make goal last month?

{1] Yes
(2] No
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12

13,

14,

18,

1s.

How many times did you wake goal in the last six months?

[0] Zero.

1) 12

2] 34

i3} 5-6

{4] Don'tknow

Did you make goal last month?

{11 Yes
{2) No .

Have you been nominated for a Freeman Transfer within the last-year?

£11 Yes
2] No
{3] Don’tknow

How rapidly do you think that you bave sdvanced in your Navy career?

[1] Much slower than average

[2] Somewhat slower

{31 About averagz -
{4] Somewhat (aster

{5} Much faster than average

How long do you think it takes typical new recruiters, once they arrive at their new recruiiing stations, to be

-gble to perform their jobs at top efficiency?

17,

{1] Under 3 months

[2] More than 3 but less than 6 months
{31 More than 6 but less than 9 months
[4] More than S but less thar 12 months
{5] More than 12 but less than.18 months
{6] More than 18 but less than 24 months
{7] More than 24 months

Approximately how much are your average monthly out-of-pocket expenses for recruiting activities?

[1) They are adequately coverad by the OPE allowance ($60 or less)
[2] $60-64

[3) $65-69

[41 $70-74

5] $75-75

{6] $80-84

7] $85-100

18] Cver $100

18, How many hours do yoy work iz 2 typical work week?

hours

A=22




19.

20.

21.

22,

How many days of leave did you take during the past year?

{1] I haven’t taken any ieave during the past year
[2]. 1-5 days

[2] 6-10days

{4] 11-15 days

{5} 16-20 days

[6] More than 20 days

What is your "windshield time" to your MEPS?

{1] Under 15 minutes

{2] From 1510 30 minutas

[3] From 30 to 45 minutes

{41 From 45 minutes 10 1 hour
{5] From 1to 1 1/2 hours

[6] From 1 1/210 3 hours

{7] More than 3 hours

How often do you drive applicants to MEPS?

[1] Never

2] Occasionally

{31 Weekly

[4] More than once a week

What is the most frequent objection you hear from prospects?

[1] Other Services offer better programs
{2] Going to college

[3] Parents/COI object to service

(4] Low pay in military

[5) Other

What is the most frequent DBM of your prospects?

[1] Adventure

[2] Patriotism

{31 Steady job with good pay and benefits
[4] Navy skiil training

(5] Preparation for civilias career

(6] Personal growth

[7] Other
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24. Which of the following recruit incentives would be most beneficiai to implement oc expand? (Rank the top 3
by placing & "1" beside the item that would be most beneficial, 2 “2" on the line next to the second most beneficial
item, and\a " 3" next tc the third most beneficial,)

{a] Navy College Fund

(b Enlistment bonuses

{c] "Fleet” of choice

(d] In-service education leading to 2-year (AB) degree
[e] Shorter enlistment options for GENDET- recruits
{f] Repayment of college loans

{g] Other

T

PERSONAL INFORMATION

25. What is your gender?

[1] Male
[2] Female

26. What is your marital status?

[1] Never been married -
{2] Married

{3] Separated/divorced

[4] Widowed

27. How many dependents do you kave?

'f0] None

{1} One

[2] Two

[3} Three

{4] Four

5] Five

{61 More than five

28, What is your commute time from home to the nearest full-service military facility in your area (commissary,
exchange, etc.)?

{1] About 15 minutes

{2] About 30 minutes

[3] About 45 minutes

4] About 1 hour

{5] From I to 1172 hours

[6] From 1-1210 3 hours )
{7] More than 3 howrs

29. Do you carry CHAMPUS supplemental insurance?
(1] Yes

2] No
(3] Notapplicable
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30. Approximately how much are your average monthly out-of-pocket expenses for medical care for YOURSELF?

(1] Under 525
[2] $25-49
[3] $50-74
4] $75-100
(5] Over $100

30. Approximately how much are your average monthly out-of-pocket expenses for mediczl care for YOUR
FAMILY? ‘

[1] Under $25
2] $25-49
[3] $50-74
{4} $75-100
[5] Over $100

31. Whatsre your Navy career plans?

{1] 1 am eligible for retirement now

[2] Iplan 10 remain on active duty until eligitle for retirement

(3] Ipian 1o reenlist or extend one or more times but will probably not stay until retirement
{4] Iplan 10 leave when I complele my current service obligation (or exiension)

{S) Iam undecided about my career plans

32. Please circle the NRD to which you are assigned:

Areal Aread Areal
[01] Albany {151 Cleveland [29])- Albuquerque
(02] Boston [16] Columbus [30] Dallas
{03] Buffalo {17] Detroit [31] Denver
[04] New Jersey {18] Harmisburg {32] Houston
{05] New York {19] Pitisburg {33] Liule Rock
{06) Philadelphia {20} Washington [34) Memphis
{351 New Oxleans
[36] San Antcnio
Aread Area S Arag
{07} Auanta [21] Chicago {37] Los Angeles
[08) Columbia {22] Indianapclis {38] Portiand
[09] Jacksonville [23] Kansas City [39] San Diego
[10} Miami {24] Louisville: f40] San Francisco
[11] Montgomery {251 Milwankee [41] Semtle
[12] Nashville [25] Minneapolis
{13] Raleigh [27] Omaha
[28] St Louis

{14] Richmond
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Piease give your written comments here about anything related to recruiting duty and your quality. of Life:

L4

Thank you for your participation!
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APPENDIX B
CONTENT ANALYSIS CATEGORY IDENTIFICATION




CONTENT ANALYSIS IDENTIFICATION CATEGORY

(1) IDENTIFICATION
14 . ID = identification number

(2) STRESS
] STRESCOM = global comments about psych stress

1 = negative comment; 2 = positive comment
Description: Pressure, anxisty, stress, tension, depression, mental breakdown, going crazy,
alcohol/drug abuse, alcohol/drug treatment, counseling, therapy.

6 PHYSIO = physiological
1 = negative comment; 2 = positive comment
Description: Hyperiension, heart attack, ulcers, headache, weight fluctuation.

7 CONFLICT = family conflict

1 = negative comment; 2 = positive comment
Description: Divorce; separation; failing marriage; arguments with spouse, children, parents;
fights.

8 SUICIDE = suicidal themes

1 = negative comment; 2 = positive comment
Description: Wishing to be dead, thoughts of suicide, method of suicide (gun, etc. ), actual attempts
on life.

3) HOURS
9 HOURCOMM = globa\ comments
1 = negative comment; 2 = positive comment
Description: Not enough time, hours are acceptable, work greater-or-lesser than 40 hours/week,
work too long, goals causal of long hours, “when I do/don’t make goals, I have to stay late,” work
longer work weeks at the beginning of the month than at the end when goals are met.

10 HOURCON = family conflict

1 = negative comment; 2 = positive comment
Description: Hours cause arguments; hours don’t leave time to attend to family events; cannot see
relatives; absent for family surgery, funerals, iliness; miss anniversaries, birthdays, and wediings.

1 BUSHOURS = personal business

1 = negative comment; 2 = positive comment
Description: Can’t fix house, car; general maintenance; banking; personal busmcss completion;
spouse attends to all/majority of household and family responsibilities.

12 EXAMPREP = advancement exam preparation

1 = negative comment; 2 = positive comment
Description: Goals/hours work interfere with time needed to study for advancement exams,
repeatedly taken exam and failed because there is no available study time, or cannot even take the
exam.




13 FITNESS = physical fitness

-+ --1=negative comment; 2 = positive comment
Description: Out of shape, no time/place to exercise, Navy should provide exercise facility, out of
shape because no time to exercise.

14 INVOLVE = community involvement

1 = negative comment; 2 = positive comment
Description: Cannot participate in community organizations that would promote Navy/recruiting
by increasing contacts; cannot participate in outside activities, hobbies.

15 HOLIDAY = work holidays

1 = negative comment; 2 = positive comment
Description: Required to work federal and regular holidays for prospecting; not home for
Christmas, New Years, etc.

16 LEAVE = leave granted

1 = negative comment; 2 = positive comment
Description: Leave delayed according to goal requirements, afraid to take leave, no time for leave,
leave permission not granted.

17 DRIVING = windshield time

1 = negative comment; 2 = positive comment
Description: Windshicld time, transport to MEPS at # AM, have to leave/travel # hours weekly for
recruiting activity.

(4) GOALS
18 GOALCOMM = global comments

1 = negative comment; 2 = positive comiment
Description: Global/miscellaneous comments about goals; too stringent, too difficult; geals
acceptable/unacceptable. Example: “Take the pressures of goals away.”

19 TEAMWORK = teamwork

1 = negative comment; 2 = positive comment
Description; Teamwork or lack thereof (e.g., competition) between individuals, zones, districts,
supervisors; goal system makes teamwork occur/not occur.

20 MNTHGOAL = menthly requirements for different types of recruits
1 = negative comment; 2 = positive comment

Description: Monthly requirements of different types of recruits change; demands of mental
groups, males/females, 11s, 12s, CAT I, I, I, IV's, etc.; month-goal doesn’t take into account
availability of certain types of recruits. Changes in goaling—-goaling should be yearly/quarterly,
etc. Standardized Territory Evaluation and Anaiysis for Management (STEAM); goaling doesn’t
consider those going to college, cultural attitudes toward military, economics of area, employment
rates, inaccurate market survey, and lack of patriotism in younger generation.




FINANCES 21
21 FINANCES = global comments
1 = negative comment; 2 = positive comment
Description: Global comments about money gained or lost either directly or indirectly through
recruiting tour. “I am not making enough money.”

22 VHA = variable housing allowance

1 = negative comment; 2 = positive comment
Description: VHA is adequate/inadequate for area; VHA should be provided; base housing not
available; paying more rent; paying civilian housing cost.

23 CHAMPUS = CHAMPUS medical coverage

1 = negative comment; 2 = adequate; 3 = inadequate
Description: Comments concerning medical coverage, medical benefits; doctors willing/unwilling
to process paperwork or accept CHAMPUS coverage; CHAMPUS forms are too difficult to
complete without assistance; CHAMPUS coverage acceptable/unacceptable; reimbursement too
slow. '

24 OPE = out-of-pocket expenses

1 = negative comment; 2 = positive comment
Description: Out-of-pocket reimbursement adequate or inadequate; OPE allowance needs to be
larger/smaller. OPE reimbursement too slow.

25 SDACOM = special duty assignment compensation

1 = negative comment; 2 = positive comment .
Description: SDA compensation is adequate/inadequate; SDA should be increased/decreased
depending on geographic area.

(6) QUALITY OF WORK LIFE (QWL)
26 QWLCOMM = glcbal comments

1 = negative comment; 2 = positive comment
Description: Global comments pertaining to the quality of work life; whether it is existent/
nonexistent, good or bad.

(7) FREEMAN PLAN
27 FREEMAN = giobal comments

1 = negative comment; 2 = positive comment
Description: Global comments pertaining to the overali, general Freeman Plan or aspects of the
plan not mentioned in sub-categories.




28 TRACKING = tracking anaiysis system

1 = negative comment; 2 = positive comment
Description: Computerized tracking/point system- that composes Freeman Plan; all comments
pertaining to tabs; feeling toward Activity Analysis.

29 PAPRWRK = paperwork

1 = negative comment; 2 = positive comment
Description: Comments regarding the quantity of paperwork required; whether the amount is
acceptable or excessive.

30 LOCATION = recruiter station locale

1 = negative comment; 2 = positive comment
Description: Meiro vs. rural recruiting location as it pertains to earning Freeman points; “It’s easier
to recruit in metropolitan areas where there are more walk-ins.”

31 EVALUATN = evaluation system

1 = negative comment; 2 = positive comment
Description: Freeman Plan is an adequate/inadequate or a fair/unfair means of evaluating
recruiters; “hero to zero” from one month to the next. Freeman Plan doesn’t take into account past
performance.

32 REWARDS = reward system

1 = negative comment; 2 = positive comment
Description: Rewards (points, promotions, gold wreaths, ribbons, pins) are adequate/inadequate;
compensation should be time-off or ieave; the rewards are/aren’t truly rewarding.

33 TRANSFER = Freeman transfer

1 = negative comment; Z = positive comment
Description: Freeman transfer is truly a “no-fault” transfer; commander can override a Freeman
“T"”; Freeman “T” helps or hurts one’s naval career.

34 ATTRITES = points for attrites

1 = negative comment; 2 = positive comment
Description: DEP and RCT attrites should/should not be the responsibility of recruiters; attrition
policy in the Freeman Plan is fair/unfair,

35 EXTENSON = extensions of tour

1 = negative comment; 2 = positive comment
Description: Extensions are fair/unfair or voluntary/involuntary; the CO supervisor should/should
not be able to have final say if there’s an extension or not.
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8 ERVISION :
36 SUPRCOMM = global comments about supervision
-~ - -1=negative comment; 2 = positive comment
Description: Global comments pertaining to supervision, management, supervisory practices;
personal feelings about superviscr or the supervisory system..Comments pertaining to the issuing
of commands/communication patterns; chain of command does/does not operate in -the
respondent’s zone, district, or area; ‘‘What chain of command?”

37 SUPTRAIN = training of supervisors

1 = negative comment; 2 = positive comment
Description: Training of supervisors and recruiters is good/bad; there needs to be more/less
training of supervisors.

38 HAMMER = presence of hammer management

1 = negative comment; 2 = positive comment
Description: Use of intimidation, threat, punishment in supervision of recruiters; making
exceeding demands on recruiters; fear of supervisor(s); “TABS are used as hammers.”

39 MARKET = familiarity with market and field

1 = negative comment; 2 = positive comment
Description: Comments regarding whether or not supervisors are in touch with today’s market;
recruiting isn’t like it was in the past; off-production recruiters/supervisors don’t understand how
the field has changed. .

40 RECOGNTN = worker recognition

1 = negative comment; 2 = positive comment
Description: Recruiters do/do not receive praise or respect that is entitled by rank or position; I
am treated like an enlistee or like a new sailor in boot camp.™ No recognition for a job well done.

{9) ADVERTISING
41 ADVERCOM = global comments

1 = negative comment; 2 = positive comment
Description: Comnments regarding the quality of advertising and whether or not more/less
advertising is required at the national/local level; Navy needs to attract youngsters with better
advertising; more money needs to be devoted to advertising.

(10) EXPERIENCE
42 DUTY = challenge and experience of recruiting

1 = negative comment; 2 = positive comment
Description: Comments pertaining to the challenge of recruiting and the experience of being a
Navy recruiter; enjoyment, fulfillment, disappointraent; feeling good/bad about promoting the
Navy and sending people to the fleet. Comments regarding whether or not the recruiter feels that
he/she is lying and cheating to get people in the Navy; want out of recruiting.




43 SELFEVAL = self evaluation of performance

1 = negative comment; 2 = positive comment
Description: Positive or negative comments pertaining to their perfoxmancc as a Navy recruiter;
whether or not the respondent feels he/she is a good recruiter.

44 ATTITUDE = attitude toward Navy

1 = negative comment; 2 = positive comment
Description: Comments pertaining to how the respondent views the Navy as a whole organization;
if the respondent “loves” the Navy as a whole (not recruiting); if the respondent, as a result of being
a recruiter, will withdraw from the Navy and return to civilian life; like/dislike of the Navy
organization.

45 CAREER = perceived career impact

1 = negative comment; 2 = positive comment
Description: Comments pertaining to how the respondent thinks that the experience of recruiting
has helped/hindered his/her career in the Navy in terms of evaluation rating, promotions, and pay
scale and skill/managerial/sales development; wouid or would not be a Career Recruiter.

(11) INCENTIVES FOR RECRUITS
46 INCENTYVS = global comments

1 = negative comment; 2 = positive comment
Description: Comments pertaining to the ability of the Navy to attract enlistees; programs such as
the Sea College Fund, Delayéd Entry Program, and competition with other branches of the Armed
Forces (i.c., Army College Fund) incentives as hindering recruiting.

(12) SURVEY ATTITUDE
47 SURVYCOM = global comments

1 = negative comment; 2 = positive comnient
Description: Comments regarding the respondents’ attitude, feelings, about the recruiter survey
itself; whether or not the respondent believes in the survey, and the concern of Admiral McKinney
about recruiter quality of life; ability to respond freely, anonymously, to the survey without fear of
retaliation.

(13) FACILITIES
48 EQUIP = global comments about facilities/equipment

1 = negative comment; 2 = positive comment
Description: Global comments regarding recruiter station facilities in general; comments
pertaining to the physical office environment, furniture, cleanliness, maintenance, repairs and
appearance. Comments regarding the availability, quality and quantity of office equipment such as
phones, photocopiers, fax machines, government vehicles, projectors, films, etc.; comments about
the availability of RADS, enlisted transfer manual, RETOPS manual.

49 LOCALE = office location

1 = negative comment; 2 = positive comment
Description: Comments pertaining to location of the recruiting station. ‘Ability to attract walk-ins,
high traffic area, high visibility, access to parking.
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50 FUNDING == availability/ quality of funding £ox vecruiters

1 = negative commenis; 2 = poitive-Sumiment
Description: S$omments pertaining to the availsabilliy and emcunt-of funding for recruiting and
recruiters. Not waves or advertissment

51 UNIFORMS : nniforms

1 = negaidvy ~5onmmnents pe"fstzve mmmm*
Description: Cotnmsis portatning t:the-styde of aniforsn. Bifectivencess of the unifizm (oattract
recruits, Uniform 2llowance aasjuatefinada: z::zte .

52 SUPPORT = support persenaet.

1 = negative comiasnt; 2 =. pmi&we ooInERent
Description: Comments regarding he attitude, quality aid cooperativeness of support-persornel,
such as MEPS (Military Eatrancs Pacessing Station); secrusiers’ responisibilivy 1o drive enliszze t0
MEPS, rather than usc the hus or a piane] speed of processing at MEPS; quality of MEPS
physicians and other support-parscnnsl, :

(14) TOUR
53 TOURCOMM = glohal commenis

1 = negative comment; % = positive
Description: Global and miscellaneous comments periaining to the recrviting tour; “guaranteed
choice of assignment after recruiting” as being true or not,

54 LENGTH = length
1 = negative comment; 2 = positivz

Descnptxon Comments pertaining to length of recxuiting tour; touz is too long ox t00 ‘shsm, should
be lengthened/shortened to number of years/months.

55 SHOREDTY = shore duty classification

1 = negative comment; 2 = positive comment
Description: Comments pertaining to the classification of recruiting as shore duty; “It should be
counted as sea duty.”

56 RECOMEND = recommendation to others

1 = negative comiment; 2 = positive comment
Description; Comments pertaining to whether the respondent would/would not recormmend the re-
cruiting tour to a sailor in the fleet; whether or not tour was recommended to respondent 5y another
sailer, recruiter, etc.

57 SEPARTOCN = separation from fleet and speciality

1 = negative comment; 2 = positive comment
Description: Comments regarding how the respondent views leaving the fleet and shipmates, as
well as his/her occupational speciality; how the respondent feels about being separated from rest
of Navy; isolation from occupational speciality and ta~hnical training.




58 PERSUP = persons! support availability

= negative comment; 2 = positive comment
Description: Comments pertaining to personnel and family support, whether or not their spouse re-
ceived an information packet, was good quality counselling available for the service mem bers and
their families.

(15) RECRUITER SELECTION
59 SELECT = global comments

1 = negative comment; 2 = positive comment,
Description: Comments about recruiter selection process in global terms; any other miscellaneous
coraments about selection process.

60 TRAIN = ENLQ and recruiter training

1 = negative comment; 2 = positive comment
Description: Comments pertaining to the effectiveness of Enlisted Navy Recruiting Orientation
(ENRO) school; if sailor should/shouldn’t have passed ENRO; ENRO as a “party” school; com-
ments pertaining to need for realistic job preview; if training adequately portrays and prepares re-
cruiters for their job; realistic training films and “real world” recruiting techniques. Comments
regarding recruiter training after ENRO.

61 SCREEN = screening

1 = negative comment; 2 = positive comment
Description: Comments abcut adequatefinadequate screening and selection of recruiters; com-
metts include personality variables and appearance.

62 STATION = station assignment

1 = negative comment; 2 = positive comment
Description: Commerts pertaining to the station the respondent was assigned to--whether it was
desired/undesired, close to home, etc. (not whether metro or rural).

63 SOCMXRAT = socielogical mix ratis

1 = negative comment; 2 = positive comment
Description: Comments pertaining tc the ratio of the number of male recruiters to female recruiters;
need for more female recruiters. Cultural match of recruiters to area and representation.

64 SELECTON = voluntary tour

1 = negative comment; 2 = positive comment
Description: Comments regarding the method by which the respondent became a recruiter volun-
tarily or invoiuntarily; if the respondent willing/unwillingly became a recruiter. Whether or not the
tour should be voluntazy/involuntary.

(16} ENLISTMENT REQUIREMENTS
65 ENLSTCOM = global comments

1 = negative comment; 2 = positive comment
Description: Comments pertaining to the absence of the draft as being positive or negative; whether
the respondent wants/does not want the draft reactivated.
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66 NODRAFT = absence of draft

1 = negative comment; 2 = positive comment
Description: Comments pertaining to the absence of the draft as being positive or negative; whether
the respondent wants/does not want the draft reactivated. ‘
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GLOSSARY

.. Activity: Analysis System. Recruiter tracking system that logs recruiter activity in terms of daily
and weekly activity planner, applicant activity log, prospecting activity log, weekly/monthly
activity report and projections, and individual feedback report.

ACDU. Active duty.

Boots. Informal name for recruits in basic training, derived from the leggings that they wear.

Categor'es I, IT, HIIA, ITIB, and IV. Aptitude categories based on Armed: Services Vocational
Aptitude Battery (ASVAB) composite scores. Category 1 is the highest; category IV, the lowest.

DEP. Delayed Entry Program. Active duty is delayed until recruit graduates from high scheol or
1 to 12 months after recruit enlists (to even out monthly inputs to recruit training and “A” schools).

DIR. Direct (immediate entry to active duty after enlistment),

Freeman Plan, Informal name of the Recruiter Productivity and Personnel Management System
(derived from the name of its author).

GED. General education development (test or certificate).
HARP. Fleet Hometown Area Recruiting Program.

MEPS. Military Entrance Processing Station. Functions to evaluate and classify military
inductees.

No-fault. A manipulative transfer from recruiting duty given “without stigma or prejudice” to a
recruiter who does not achieve assigned quotas.

NORU. Navy Recruiting Orientation Unit (the Recruiting School).
NRD. Navy Recruit District.

PRO-NAVY. Prospect Referral Operation-Navy. Names submitted by recruits of their friends who
might be interested in being contacted about Navy opportunities.

RADS. Recruiting advertisements and brochures.

RETOPS. Enlisted Recruiting Training and Operating Procedures Standardization Manual
{COMNAVCRUITCOMINST 11333C).

RINC. Recruiter-in-charge of a recruiting station.
RTC. Recruit Training Command.

SDA. Special duty assignment.




STEAM. Standardized Territory Evaluation and Analysis for Management. Identifies the
accessihle market of potential Navy recruits by area.

TAD. Temporary additional dug:y (travel orders).

TRANSMAN. Enlisted Transfer Manual, NAVPERS 15909C (Chapter 11, Recruiting Duty)..
Z.S. Zone supervisor of several recruiting stations.

118. High school seniors who have enlisted but whose active duty is delayed until after graduation.
4.0. Highest possible evaluation.
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APPENDIX D

RANKING AND FREQUENCY OF
NEGATIVE AND POSITIVE RESPONSES'




Ranking of Negative and Positive Frequencies

Dissatisfier
1. HOURCOMM
2. QWLCOMM
3. GOALCOMM
4. HOURCON
5. HAMMER
6. SUPRCOMM
7. STRESCOM
8. DUTY
9. MNTHGOAL
10. TRAIN
11. RECOGNIN
12. CAREER
13. TRACKING
* 14. ATIITUDE
CONFLICT
15. TEAMWORK
16. SELECTON
17.  ADVERCOM
18. EQUIP
19. SUPPORT
20. SELECT
21. LEAVE
22. ENLSTCOM
23. FREEMAN
* 24. EVALUATN
- PERSUP
* 25. PAPRWRK
INCENTYVS
26. REWARDS
27. SHOREDTY
28. SCREEN
29. HOLIDAY
30. SURVYCOM
* 31.  LOCATION
DRIVING
* 32. FINANCES
CHAMPUS
33. VHA
34. TRANSFER
35. SDACOM
36. PHYSIO

Frequency

463
454
187
351
344
329
316
251
215
183
166
158
126
123
123
121
120
110
109
107
106
105
101
96
93
93
91
91
84
82
71
70
67
64
64
63
63
62
58
51
50

Dissatisfier Frequency
*37, BUSHOURS 49
TOURCOMM 49
38. MARKET 47
39. SUPTRAIN 44
40. NODRAFT 42
*41, RECOMEND 40
SEPARATION 40
42, OPE 39
43, ATTRITES 38
44, LENGTH 37
45. EXAMPREP 34
*46. FUNDING 32
STATION 32
47. EXTENSON 28
48, SELFEVAL 27
49. UNIFORMS 22
50. SOCMXRAT 18
51. FITNESS 16
52. SUICIDE 10
53. INYOLVE 7
TOTAL 6,867
i. DUTY 170
2. SELFEVAL 143
3. ATTITUDE 78
4. SURVYCOM 60
5. SELECTON 50
6. QWLCOMM 27
7. CAREER 13
8. SUPRCOMM 12
9. STATION 6
*i0. TEAMWORK 5
RECOMEND 5
11. GOALCOMM 4
*13. STRESCOM 3
FREEMAN 3
LOCATION 3
TOURCOMM 3
TRAIN 3
*14, HOURCON 2
TRACKING 2
EXTENSON 2




MNTHGQCAL
SDACOM
REWARDS
SUPTRAIN
ADVERCOM
INCENTVS

*Denotes Ties

Frequency

bk fuok pouk Peet jueb b

Satisfier

EQUIP
SUPPORT
LENGTH
PERSUP
SELECT
TOTAL

Frequency
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